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Dear Insider,

Last month, we talked about the importance of building systems 
and knowing where to focus your efforts (which allowed me to 
run my business while at Disney World with my family).

Well...

This past month, we scurried away 
from the frigid temperatures of 
New Hampshire and headed back 
down to The Cayman Islands.

While the trip to the Caymans 
was more of a “workation,” it 
felt pretty damn good to know 
that my business was still 
running when I was cruising on 
a yacht in Cayman Harbor with 
the kids or swimming with the 
dolphins.

Just a few short years ago, the 
idea of my business running 
independent of me seemed like 
an impossible pipedream.  

Being handcuffed to my business was quickly causing burnout 
and limiting my ability to grow. This is why it’s critical 
to build a business of systems. Document all processes, and 
wherever possible, leverage the power of automation.

But that’s not what I want to talk with you about this month...

In fact, I’d like to dive deeper into the topic of LEAD 
GENERATION.
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Each month, I have the distinct pleasure of helping dozens of 
entrepreneurs scale their business. To no surprise, the #1 
issue that gets brought up is:

“Charlie, help! I need more leads.”

However, MORE LEADS is NOT the easiest, quickest, or most 
efficient way to scale the business.

^ Read that again.

When someone asks me for more leads, in most cases, what’s 
really happening is that their business is slowly taking on 
water... And rather than fix the holes, they want someone to 
hand them more buckets to bail them out.

WHY?

Because if you’re not growing fast enough, it’s never a lead 
generation issue.

It’s ALWAYS a conversion issue.
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If you’re converting enough leads, you can acquire leads from 
hundreds of sources (maybe even thousands). We live in a day 
and age where there are more sources, more ad platforms, and 
more technologies available to reach your ideal client than 
ever before.

Yet, here’s the problem:

The other day, I received a call from a 7-figure business 
owner who inquired about a lead generation strategy. Even 
though he was willing to pay me $2,500 an hour for a customized 
strategy, I insisted we do a quick audit of his current lead 
and sales conversion process before I’d agree to work with 
them.

Remember, 95% of the time, it’s not a lead problem - it’s a 
conversion problem.

So, even before you pile on more leads into the “boat” (which 
almost always comes as a cost), why don’t you look for more 
ways to increase the value of the leads you’re already getting? 

In the case of the business owner I just mentioned, within 
30-minutes of analyzing his sales process, we quickly 
discovered that 45%-55% of his leads weren’t showing up for 
his first call!

45%-55%!

That’s a lot of missed opportunity!

So, instead of him hiring me to help him acquire more leads 
- now we’re working on a strategy to reduce his no-show rate. 
For the same cost and time that it takes him to generate 
the same amount of leads, he’s now going to make more money 
without any extra effort or expense.
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Let me introduce you to our Lead Generation Audit so you can 
begin to see where the holes are in your process - and start 
to identify the areas you can improve. Shall we?

For starters, let’s paint a picture with another metaphor:

My son loves to watch this show on TV called “Mega Machines” 
(Good show!). In one episode, they introduced viewers to a 
special boat that navigates its way to the freezing waters of 
the Northern Hemisphere - and plows through the ice. The boat 
is an engineering marvel, and is designed to ensure it can 
handle just about any situation. 

Here’s my point:

The hull of the boat is broken into a bunch of separate watertight 
compartments. If ice punctures through one compartment, the 
water is localized into one small area so the boat doesn’t 
sink – and so the crew can easy identify the problem and fix 
it.
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When it comes to your business, you must compartmentalize each 
step of the lead generation process. The “compartmentalization” 
will allow you to quickly identify what’s working and what’s 
not working so you can focus on the key areas that need 
improvement.

Here’s what the typical lead generation process looks like:

Each process is its own compartment, and each compartment can 
be further divided into subcompartments.

Let me briefly explain each section:

TRAFFIC: This where you’re getting your leads. 
Maybe you’re using Facebook, LinkedIn, cold 
email, Adwords, organic leads from your website, 
referrals, etc.  

Every traffic source responds differently. For 
example, Bing tends to have a higher average 
order value than those from Google (but Google 
can bring you more traffic).  

Right now, we’re testing 6 different traffic sources at once 
with a client.

With one source, we’re experiencing a negative ROI.
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With the 5 other sources, we have a positive ROI between 23% 
and 41% - just on the initial sale!

If we tested our lead generation funnel just with the losing 
source of traffic, we would have assumed the funnel didn’t 
work, missing out on 6 figures in sales just in the last few 
months.

BAIT PIECE: This is the message you’re using 
to attract the attention of your prospect. 
Maybe it’s an offer for a strategy session, 
demo, free sample, webinar invite, or 
special report.

Each bait piece has a different response 
based on the friction level perceived by 
the prospect  (I’ll explain more later).

The bait piece is what stops the prospect and causes her to 
pay attention.

CTA (aka Call-to-Action): What are you asking 
them to do once you have their attention? 
Submit an email address, reply to schedule a 
call, complete a form?

Someone once asked me: “How come I’m not 
getting people to fill out my form?” When I 
checked it out, they asked people 15 questions before they got 
access to the information... That’s way too much!

FOLLOW UP: This is an important part of the 
lead generation process because, while it’s 
important to capture the lead - what happens 
next?
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Sadly, most people have a completely inadequate follow up 
process. This is where you want to continue delivering high 
value information (not sales rhetoric). You’re establishing a 
relationship, looking to build trust and likability.

TELEPHONE SALES: Most commonly found in B2B, 
you prospect and immediately try to get 
someone on the phone for a free consultation 
or strategy session.

The important part of this lead generation 
process is to ensure you have follow up - and 
reminders before each call. Failure to do this will result in 
many no-shows.  Furthermore, you need to tell people WHY it’s 
important to get on the call and what BENEFIT they can expect 
by attending.

Don’t make it all about you... And for God’s sake, PLEASE 
don’t tell them it’s so you can “learn more about their 
company!” That has sales written all over it.

INITIAL SALE: Commonly in the B2C space, 
you might have someone register for a 
webinar, watch a video, etc. - then give 
them an offer to make an initial sale.

Some people start with low value offers (aka “tripwires”), 
while others prefer to go immediately for a higher value sale 
right off the bat (I’m in this camp).

-----

Now that I’ve explained each stage of the Lead Generation 
Funnel... When it comes down to doing an audit, the right way 
to complete this audit is starting from the BACK and move 
forward.
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You can dissect each section and begin illuminating 
opportunities by asking yourself questions.

TELEPHONE SALES:

• What’s my call to close ratio?  

• What’s the #1 reason people don’t buy?

• What percentage of people show up for each call?

INITIAL SALE:

• What percentage of people see my offer?

• What’s my close ratio?

FOLLOW UP:

• What percentage of people are actively engaged with my 
follow up (measured by opens, clicks, downloads, reviews, 
etc.)?

• Do my prospects consider my follow up to be high value and 
helpful?

CTA:

• What percentage of people take me up on my CTA?

BAIT PIECE:

• How many people see my BAIT PIECE?

• What percentage of people express interest?

TRAFFIC:

• What traffic source is converting the most?

• What’s the ROI per traffic source?
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If you don’t know the answers to these questions, you’ll never 
get an accurate picture of what’s working and what’s not.

Look at each part of this funnel with laser precision, ask 
even more questions, and surgically pull your entire process 
apart to look for the areas of improvement.

Here’s an example of how we’ve done this internally:

Zach Burkes and I have decided to create a new program 
called “LinkedLeadBuilder” for B2B buyers. We’ve tested over 
200 different messages, processes, etc. to dial in a high-
converting system. We succeeded by compartmentalizing action 
steps and variables to diagnose what’s working and what’s 
not.

Interestingly, we found that we get completely different 
results based on the industry we target. For example, using 
the exact same message, we received roughly a 4-times greater 
response targeting Management Consultants than IT Consultants 
- but we never would have known where to improve if we didn’t 
compartmentalize each opportunity.

Following me?

This is very, very important.

...Which brings me to the next very important discussion:  

Friction.

A year ago, when it came to selling our Predictable Profits 
Academy, we aimed at doing a “one call close.” That means we 
tried to get a prospect on the phone for 55 minutes, and if 
they were the right fit, close them right away.
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This works well for some markets, and is the salesperson’s 
dream come true.

Unfortunately, it was tough to get enough cold prospects to 
agree to jump on a 55-minute call right away... No biggie.  

At least we have the data to know what didn’t work (and that’s 
worth something!).

So, in order to call more calls, we had to reduce the friction. 

Instead of asking people to join us for a 55-minute call, we 
simply asked them to join us for a quick 15-minute call.  

Only after they attended the 15-minute call would we invite the 
most qualified to a 55-minute call. The results dramatically 
improved. We had more calls and better sales conversations.

Again, we accomplished this because we reduced the friction.

Take a look at this chart:
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“Friction” is anything that prevents or otherwise acts as 
an objection to someone from taking action... That could be 
cost, perceived risk, or time commitment.

“Difficulty” is measuring how difficult it would be for you 
to actually get a successful result. The more friction, the 
more difficult it is to get a successful result.

For example, a simple email opt-in for a checklist doesn’t 
take a lot of time, has no cost, and has little risk (the 
risk is people not wanting to be spammed) - so it’s low on 
the friction threshold and low-difficulty.

On the contrary, if you’ve ever tried to get a cold prospect 
on the phone with you for an hour, you already know how tough 
this challenge can be. It’s a big time commitment (hence, high 
friction) and high-difficulty.

So, when we’re looking at your lead generation funnel, it’s 
important you’re aware of how much friction exists – and 
where. To improve the results, look for ways to reduce the 
friction.

For example, at a recent Workshop Wednesday for Speed to 
Scale Members, we discussed how to reduce the friction for 
webinars...  

Most people seek to get people to go straight for a webinar 
signup. That’s okay - and it does work - but there’s a lot of 
friction there. An alternative would be to invite prospects 
to sign up to receive a free template (low friction), then 
- on the thank you page - invite them to register for the 
webinar.  Follow me?

Low friction is not only easier... It also means more prospects.
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So, to wrap up, before you think getting more leads is the 
answer to your problem - perform a Lead Generation Audit.  

Compartmentalize your entire process, and break down each 
compartment as much as possible so you can clearly see exactly 
what’s working and what’s not. Do more of what’s working and 
fix (or eliminate) what’s not working. 

Take a look at each compartment in your lead generation 
program and see where you can identify high friction points 
that can be minimized.

Take this action and you’ll quickly see how you can get bigger 
results with less effort, less energy, and less money.

That, my friends, is the secret to scaling quickly!

With gratitude,

 

Charles E Gaudet II

P.S. Less than a week after arriving 
back from the Caymans, we got hammered 
by another snow storm. Picture a foot 
and a half of snow falling down in 8 
hours. We lost power, branches broke, 
and trees fell.

Here’s a look at my driveway at 5:30am:

Needless to say, I’m ready to go back 
to the Caymans :)
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